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21 May 1968 


MEMORANDUM FOR: 
THROUGH : 
FROM : 
SUBJECT ; 


Deputy Director for Support 

Director of Training 

Chief, Career Training Program/TR 

A Re-evaluation of the Career Training Program 


lo The Career Training Program since 1965 has operated under the 
concept that it should be the principal input mechanism by which junior 
personnel enter the professional officer ranks of the Agency. Although 
the figures are not available in this office, it has been our understand- 
ing that the Program has in fact accounted for approximately 40 percent 
of the junior professional officer input in the last two or three years. 
My opinion, formed during five and one-half years’ direct association 
with the Career Training Program and its predecessor, is that this is an 
unrealistic proposition which was headed for serious difficulty even 
before recent budgetary and manpower curtailments in the Agency made 
their severe impact. 


2. There are two major factors underlying this assessment. The 
first is a clear incompatibility between recruiting and training junior 
® ^ highly selective basis, on the one hand, and on the other 

hand having to find jobs for them in such large numbers that many trainees 
are forced into pedestrian assignments lacking long-term career growth 
responsibilities and advancement opportunities. The term "pedestrian" is 
not meant in the sense that most junior officers must perform fundamental 
tasks of a routine nature in the early stages of their careers in order to 
establish a basis for professional growth. It is used rather to connote 
that Career Trainees because of their numbers have in several instances 
been underutilized or been assigned to relatively low-level jobs which 
lack present and foreseeable challenge and no advancement beyond GS-11 
unless they can transfer to an essentially different type of work in 
another component. A lengthy and expensive training investment is neither 
necessary nor justifiable for jobs of this kind, which can be filled more 
appropriately by direct recruitment. 


3. The second major factor is that the Career Training Program, by 
reason of its largeness, is directly, immediately, and almost disastrously 
affected by any reduction of Agency budgetary and manpower allocations. 

It cannot escape taking its "share" of the cut, the only problem being 
that trainees already on-board are less easily eliminated than are the job 
requirements and slots against which they were originally hired. Because 
of the recruiting and training lead time, it takes between 12 and 18 months 
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for the Career Training Program to adjust to changes in personnel require- 
ments and other factors which affect its level of operation. At the. 
moment, the Program has a large number of Career Trainees whose services 
the Agency does not really require during the coining year and there is 
still another class to commence training in early July 1968 0 The morale, 
career motivation, and prospective tenure of Career Trainees is at an all- 
time low, in terms of my experience, making our present effort a rather 
dubious venture at an estimated cost of $21,000 per Cl man-year. 

4# The answer, in my opinion, is a Program of a size appropriate to 
the Agency^ real needs for highly-qualified, extensively trained junior 
officers, but one which is small enough to remain relatively insulated 
against organizational expansions and contractions of a short-term, 
circumstantial nature,. In view of the fact that the Program* s present 
contraction is being forced by circumstances, I believe there ought to be 
a serious review of the concepts which govern its operations and under no 
circumstances should it return to its former excessive size in the event 
existing pressures are relaxed. 


25X1 
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ME MO RAMDU M FO R: 
FROM ’ 4 . : 

SUBJECT 


. C hi e£, Plac cment Di v i 6 ioa 
Chief, CTP Personnel Branch 
Annual Report for Fiscal Year 1968 


I. Current Status of Program 

la marked contrast to the most recent FY f s where all efforts 
were bent toward filling a large CT quota* the second half of FY *68 
saw a severe cutback in the Program* Tho first effect was felt' in 
January, The combination of ceiling restrictions and BALPA meant 
that what had been initially a cloud on the horizon in a formerly runny 
sky, became the second, .half of the year progressed, a threatening 
storm. Again we would like to point out the difficulties in attempting 
to adjust, sometimes on a day to day basis, a Program which is, or 
should be, geared to the? long haul. The result has been that in the 
recent past v/c have been forced to take a number of marginally quali- 
fied applicants simply to fill quotas. Nov/ the reverse is true, . W e 
are forced to turn away a number of w ell- qanli fie d candidates, ir.clucl 
lag some who are cuts landing. The numbers of cancellations Include 
42 who were fully cleared ami ready for END, and cancellation of 16 
ethers who were within a week or less of full clearance. 

in spite of substantial cutbacks, the workload of the Branch- has 
remained high. While this- may appear to be a paradox, it can be ex- 
plained -relatively dimply. When large numbers arc called for, s :!cc 
tivity is law, a Mga percentage of applicant 3 are placed in process, 
and much of this workload is routine. When operating on a reduced 
scale, the selectivity T.vel is high. Ac a. consequence a great deal 
more time must be spent in tho consideration, of each applicant in an 
attempt to- ensure that only the best arc being chosen. 


jnb 


The tread toward s el acting individual applicants against specific 
cqui^&merus in the PI>I and DIES has been a complicating factor 
in cho selection process. Thin decision must now be rna oc, 
c a o e © , cur inq t iac initial He acqua. rte y 3 i at & rvi ew . TI u s 
t:.i c *ess rnii-p^scs vuiJi iXc approach forr.-varly use<\ ivharcby fiaal 
decisions concerning a trainee*© as ligament were net made tmUl 


m moat 
nr each is 


HwMj 
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alter eKSoas hrc of him Ms training record had been 

msuio# In this connection It io now. more ever imperative fchs-.fc 
the recruiter ascertain the applicant's area of interest during the 
field interview. 


A fortunate result, from our standpoint, of the overall cutback, 
has been & drastic reduction in the numbers of draft eliolfoI.es \md -r 
active concicJeratioo* VTfclto the military program® have not been, 
eliminated, we are considering only those draft eligible;* whom wo 
consider to be exceptional, end whose motivation toward ±ou« range 


Agency employment *?s» ©o far as v?e can 


determine, aarae$ti9ne&* 


This, iaciidcaj'aiiy, may not be «o much. & aevr denarture, ?.« a rover 
slon io the original concept of the military program* 


K * Pr occ a s is ;> r o hlems 


'■t-xiix only two major exceptions, processing of CT applicants 
proceeded smoothly through fchn reporting period. The problem areas 
are two in number, one old,- the other now. The continuing proMora 
c^accirns olXici^I ?v;?tiil<.alicu of medical It still lakes 

±riai cly live .^ite.r tlie nopllcaat it? e^avni:\aa before we receive 

t. ... . .. #...*.._ ...a .a 


* be new a no moco serious problem involves tbs suf?peusion of field 
testing. AS the current Uras no field £..- ;I t y; is being carried out, although 
r.-lans are being formulated to divide the evht hour test - the four hours ‘ 
involving the intellectual aspects to bo givsa lathe field, the remaining 
four hours concerning attitudes, IntcrcsSs cad other aspects of person- 
aluty to be given ia ;£eadqua?tcrs« This system would cv&ate a situation 
in which v/o would be; iatervie-winy, rmpli cansa without benefit of critical 
?*s r aonr.Iity into ??sn tioa, V/c believe that chances of mi -dud ora eat »s to 
suitability for Agency employment would hr greatly increased. 


V7c face aa addiciotrA problem in the scheduling of applicant In*?*, 
viewfj. Half of an, e.d£;tfc>ar4 day of processing added to the three aya 
we el* cady .require mvsuie, in effect, for mist applicants a full fan/ 
coys, vvsucn in turn, «vr many, will mai.o almost a week away fro 
acho.>l cr job. A kilo it is easy enough- io =>:*y thzt "if they’re really 
!a:crer.iod tr.v'y‘11 find the time to com > ’ such is not always the cask 
* v - '•’* ^ * ; U- .. 5 ^- '--.*n mat s-muy s i *vc c r *.. ly r«ot iv&tc. o. a 'oiica«3tfi have 

_ ceuueg i.-i for three days,, four do y s will reakn rc hi cull nr Act 
.nuvn m.K< muic-ulc when wo arc again, io. .■• a ope- a hiring situ itlou. 
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Should the PxogrRxa- be designed to provide a. rchtivdy staaU bat 
stable input of highly qualified young officer® ox -should it be revised to 
provide essential training and orientation for all young pro.toss-kHfc'U 
employees V As it is now constituted the Progs, am. a tt ere pi a to do both, 
often e irauifc&ttecmftly » . hi aiming at a smaller number of more highly 
qualified officer i* we aure not trying to establish aa 'elite ’ 1 group* l«ow- 
a program. «ie signed to attract and develop tae . rasst lughly wail* 
fled CTs will not satisfy the requirement of providing all Agency pro- 
fessional employees* 

$Y hi.eh.eyev alt'cmativ* is chosen.,. the numbers of classes so V'cJJ. as 
the numbers of candidates should W fibers! and at leaot relatively f t dole* 
It should be obvious by this time that a program vnth the built-in -'cad 
time of, the Career Trailing -Program cannot aad should not bo re-adrea 
to .adjust to short term changes ia . r cqnire-mcute. 
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